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ABSTRACT
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This paper investigates the interactive effects of student
service employees’ job resourcefulness and organizational
resource support on employees’ commitment and ability to
provide high quality customer service, which in turn results
in higher job satisfaction and performance outcomes. This
exploratory study’s goal was to help campus managers
improve service employee development practices. This study
involved a survey sample of 98 student employees working in
customer service roles at a mid-sized university campus
recreation center. The study finds that job resourcefulness is
the most important factor that positively determines student
employees’ commitment to service quality and skill
proficiency, along with job performance and satisfaction.
While formal training benefits all employees, supervisor
coaching seems to benefit student employees with low levels
of job resourcefulness while displaying some negative effects
for high job resourcefulness employees. Both commitment to
service quality and service skill proficiency determine
employees’ job-outcomes.

Simona Stan
University of Montana
Nader Shooshtari
University of Montana

INTRODUCTION
In the service-dominant paradigm of today’s marketplace it is recognized that front line employees’
motivation and ability to provide high quality customer service is paramount for firm performance
(Vargo and Lusch, 2004). Front line or customer service (CS) employees’ attitudes and behaviors are
key determinants of service quality and customer satisfaction as these employees represent the firm
to the customer (Hartline and Ferrell, 1996). Employees that deal with customers are the face of the
organization and “they have the most impact on how a customer perceives the organization, the
service, and the brand” (Popli and Rizvi, 2015, p. 67). Therefore, it is critical for organizations to
ensure that CS employees are highly capable, well trained, and positively motivated individuals who
commit themselves to serving and satisfying customers. Yet customer loss due to low service quality
and indifferent employees remains one of the most salient challenges for managers, who often
struggle to find the right combination of human resource development factors that drive employee
performance (Elmadag et al., 2008). While a large body of existing research demonstrates the strong
connection between an organizational culture focused on the customer and firm performance (Kirca
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et al., 2005), it is at the operation level, where the job performance of front-line employees deliver
customer service and develop customer relationships, that firm performance is actually enacted (Iyer
and Johlke, 2015). In line with current literature, this research addresses how job resourcefulness
and organizational support of front line employees lead to better customer service and more satisfied
customers. For marketers, customer service and satisfaction remain paramount in their efforts to
compete successfully in the marketplace.
The literature identifies two important categories of factors that are key determinants of service
employees’ performance. The first category is the individual employee’s personality traits, which
impact their job resourcefulness. Personality traits are relatively stable characteristic that causes
individuals to behave in certain ways. Research on personality is quite diverse and extensive and it
is not the intention of this paper to delve deeply into personality research. However, it is important
to note that today, many researchers believe that there are five core personality traits, beginning
with the research of Fiske (1949) and later expanded upon by other researchers including Smith
(1967), Goldberg (1990), McCrae and Terracciano (2005) and McCrae and Costa (2008). These five
core personality traits include openness, conscientiousness, extraversion, agreeableness and
neuroticism. Individual personalities can range from high to low along these traits. This paper
considers employee job resourcefulness, which is defined “as an enduring disposition to garner scarce
resources and overcome obstacles in pursuit of job related goals” (Licata et al., 2003, p. 257). Job
resourcefulness includes personality traits that reflect on the internal motivation that drives the
performance of the employees to achieve job-related goals over time with scarce resources. The job
resourcefulness construct combines personality traits and internal characteristics such as
intellectual capabilities and has proven to be a key determinant of the employee’s customer
orientation, job satisfaction and performance (Harris et al., 2006, 2013). Internal characteristics are
personality traits that come from the individual as opposed to situational factors that come from the
environment and others around the person. With regard to resourcefulness, individuals who are
resourceful are considered open minded, self-assured, imaginative, proactive, persistent and hopeful
(Corbett and Katz, 2013).
Hiring the right employees who are resourceful and providing them with organizational support such
as adequate training involves the human resource function to play an important role. However, the
underlying significance of employee job resourcefulness and organizational support relates to
employees’ ability to deliver quality customer service. For marketers, better trained front-line
employees provide greater customer orientation and satisfaction. From a marketing perspective, a
firm or organization should hire resourceful employees and support them because the end result is
more satisfied customers. Selecting and recruiting employees with the right type of personality and
job related intellectual capabilities have been reported to result in more satisfied and higher
performing employees with lower turnover rates, which in turn yields more satisfied and loyal
customers (Karatepe and Aga, 2012; Licata et al., 2003; Popli and Rizvi, 2015; Siguaw et al., 1994).
Dias et al. (2016) report that job resourcefulness, along with effective leadership and emotional
commitment, positively influence individual performance of employees. In a study of employees in
the hospitality industry by Fatima et al. (2018) to examine the impact of job resourcefulness on job
engagement, career satisfaction and customer orientation, employees that were provided with
internal resources and support were shown to be more committed and satisfied with their jobs and
showed a higher degree of customer orientation.
The second category of factors includes the organizational climate and support provided to
employees. Again, marketers would want front-line employees to be provided with high levels of
organizational support, in the form of training and reward systems that ensure the effective
development of these employees’ skills, abilities, and motivations leading to more satisfied
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customers. This organizational resource support has been consistently identified as a positive
determinant of job performance (Eisenberger et al., 1986; Fine et al., 2016; Heskett et al., 1994;
Ueno, 2013). Further, the organization’s customer oriented culture is infused into the values and
attitudes of the employees through the human resource development initiatives directed at
improving employees’ commitment to service quality, a concept consistent with internal marketing
(Ellinger et al., 2013). A key premise of excellent service to external customers is for supervisors and
organizations to provide front-line employees with adequate training, resources, and rewards
mechanisms (Bowen, 1996; Bowen and Ostroff, 2004). Shahzadi et al. (2014) found employee
motivation in the form of training and providing intrinsic rewards such as recognition and sense of
accomplishment were positively related to employee performance. The employee’s commitment to
service quality displays an internalization of the norm for putting the customer first and for exerting
effort on the job for the benefit of the customer (Clark et al., 2009; Ellinger et al., 2013; Hartline and
Ferrell, 1996; Knies et al., 2018; Peccei and Rosenthal, 1997).
Research has shown that the CS employees’ commitment to service quality is a key determinant of
the employees’ ability to provide customer service and satisfaction (Ellinger et al., 2013; Elmadag et
al., 2008; Sun et al., 2012). Dahr (2015) found that training improved employee performance and
service quality; furthermore, employee commitment was a mediating factor enhancing service
quality and customer satisfaction. Semedo et al. (2016) also showed a positive relationship between
leadership, commitment and job resourcefulness, and employee performance. Here again,
organizational commitment and support for employees is shown to enable them to deliver better
service leading to greater customer satisfaction, a key consideration in any organization’s marketing
efforts.
However, the literature has given little attention to the possible interactions between job
resourcefulness and organizational resources. Nguyen (2016) argues that in service industries,
customer loyalty is the result of customer service employees’ performance which in turn is guided by
their competence and benevolence, which may interact with one another, building on each other’s
strength, to drive employee performance. Ahmad et al. (2018) found that organizational climate was
an important determinant of job satisfaction with employee personality traits as a moderator. More
research is needed to understand the complexity of such interactive effects. Employees, depending on
their personality, may respond differently to different types of external support, and therefore, more
support is not necessarily better. Especially for CS employees who work in boundary spanning roles
(inside and outside the organization), there is a critical balancing act between personal initiative and
individual freedom of action and external support and guidance that result in optimal CS delivery
and customer satisfaction. One study of salespeople suggests that high levels of organizational
support may have negative interactive effects with a salesperson’s internal drive in determining
their job performance (Stan et al., 2012). In a study of 124 nurses in public hospitals in northern
Cyprus, Yavas et al. (2014) found that organizational resources, including training, empowerment
and rewards, were not related to the nurses’ performance in their prescribed role or in performing
additional tasks beyond their prescribed role. Another study by Mehmet (2013) involving front line
employees in the banking industry in Cyprus did not find empirical support for job resourcefulness
as a mediator of the impact of co-worker support on role conflict and job performance. Similarly,
customer service employees may benefit more from individual initiative and resourcefulness to
attend to customer needs, than from organizational resources and support that potentially hinder
their flexibility and independence to make the appropriate decision regarding the customer. The lack
of studies on the possible interactive effects of employee’s job resourcefulness and organizational
support, therefore, indicates a need for more research in this area.
This paper investigates the factors that drive employees’ motivation and ability to provide high
quality customer service, which results in higher job outcomes. The study focuses on identifying
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interactive effects between the CS employees’ job resourcefulness and the external support resources
provided by the organization (formal training, informal coaching, and rewarding) in determining the
employees’ job outcomes. These interaction effects and their ability to drive CS employee
performance have not been investigated before. This research contributes to the literature by
investigating the ways in which the research stream on job resourcefulness (Licata et al., 2003;
Harris et al., 2006, 2013) complements the research on employees’ commitment to CS quality
(Ellinger et al., 2013; Elmadag et al., 2008; Sun et al., 2012) in determining CS employees’ job
outcomes. Furthermore, this research adds the concept of employees’ CS skill proficiency with the
normative attitude of commitment to service quality to better capture and measure CS employees’
ability to serve the customer.
The following section provides a review of literature and offers a theoretical model, which is tested,
based on a set of related research hypotheses. This research consists of an exploratory study using a
sample of student employees at a regional university’s recreational center to test these hypotheses.
The final section of the paper provides a discussion as well as managerial implications and
limitations gleaned from the results.
LITERATURE REVIEW AND RESEARCH HYPOTHESES
Commitment to Service Quality
The service-profit chain (Heskett et al., 1994) demonstrates how firm profitability is determined by
customer satisfaction and loyalty which in turn depend on the quality of the services provided by
satisfied and highly performing customer service employees who are supported and motivated
through the internal organizational mechanism. The services marketing literature states that the
organizational support and human resources development mechanisms lead to CS employees having
more service oriented values and attitudes which in turn lead to higher quality service delivery and
higher employee job outcomes (Ellinger et al., 2013; George and Gronroos, 1989; Hartline and
Ferrell, 1996).
A key construct that captures the essence of CS employees’ service oriented values and attitudes is
employees’ commitment to service quality, defined as “the relative propensity of a service employee
to engage in continuous improvement and exert effort on the job for the benefit of the customer”
(Peccei and Rosenthal, 1997, p.69). This is an individual employee-level construct as opposed to the
organizational-level construct which denotes an organizational culture focused on quality customer
service (Fraser et al., 2013). The organization’s customer oriented culture is infused into the values
and attitudes of the employees through the human resource development initiatives directed at
improving employees’ commitment to service quality (Grönroos, 1994). Several studies focused on the
antecedents of CS employees’ commitment to service quality identified the positive effects of
organizational investments in social capital (Ellinger et al., 2013), management’s leadership style
(Clark et al., 2009), and management’s provision of support in the form of development and rewardbased activities (Elmadag et al., 2008; Sun et al., 2012). These same studies have also found
significant positive effects of the CS employees’ commitment to service quality on the employees’ job
outcomes such as job satisfaction, performance and organizational citizenship behavior. This
construct, therefore, occupies a central position in the theoretical model proposed in this paper.
Customer Service Skill Proficiency
In addition to the normative attitude toward delivering superior customer service, captured by the
employee’s commitment to service quality, CS employees must also possess the capability; that is,
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the skills and knowledge necessary to perform at a high level. This constitutes the employees’
capacity to provide the service requested by customers in such a way as to meet their expectations
(Smith and Barclay, 1997). This competence relies upon the ability of service employees to acquire
and apply the needed technical and problem-solving skills (Nguyen, 2016; Sirdeshmukh et al., 2002).
Service-oriented organizations tend to have a strong focus on developing the customer service skills
and the interpersonal skills of employees ( Alge et al., 2002; Allworth and Hesketh, 2000; Luk et al,,
2013; Martin and Fraser, 2002; Wu et al., 2015). Customer service skills include the ability and
technique that employees acquire from formal and informal service training (Luk et al., 2013). Luk
et al. (2013, p.27) describe these as the “skills to manage customer’s expectations and evaluation, to
acquire and communicate information, to identify customer needs, to customize and control the
service encounter, to instill confidence in customers in their choices, to influence customers’
assessment of service quality/benefits, and to educate and encourage customers to assist in
performing the required service tasks”. Wu et al. (2015) operationalized customer service skills along
two dimensions: interpersonal competencies (soft skills) and professional competencies (abilities to
handle customer needs, analyze customer problems, and help customers understand products or
services). They found that interpersonal skills help enhance customers’ perceptions of CS employees’
responsiveness and empathy, and that professional skills enhance customer’s perceptions of
reliability of service quality. These previous studies, therefore, affirm that customer service skill
proficiency enables an employee to provide quality customer service, which in conjunction with the
attitudinal construct of commitment to service quality stand at the center of the theoretical model
presented in Figure 1. The model states that high quality CS delivery results from employees who
not only have the right motivation and attitude toward CS delivery but also a high level of skill
proficiency pertaining to customer service tasks. It is both the ability and the motivation to perform
CS that drives CS employees’ job outcomes. The following sections advance hypotheses for the
determinants and outcomes of the CS employees’ attitudes and abilities (i.e., commitment to service
quality and CS skill proficiency).
Figure 1
Conceptual Model

Job Resourcefulness
Among the personality traits of service employees investigated as antecedents to service employee’s
performance, job resourcefulness is a construct that has attracted increased attention and is defined
“as an enduring disposition to garner scarce resources and overcome obstacles in pursuit of job
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related goals” (Licata et al., 2003, p. 257). This construct addresses the issue of employee
performance given limited resources and the need for service personnel to have the ability to satisfy
customers while being given decreasing levels of organizational support and resources (Harris et al.,
2006). Licata et al.’s (2003) definition conceptualizes job resourcefulness as a trait, essentially
describing an internal motivation that directs behaviors over time. It consists of elemental traits and
compound traits. Elemental traits are defined as the basic predisposition traits that come from a
person’s genetics or early learning history (Licata et al., 2003). The compound traits are composed of
the employee ‘s competitiveness and the need for activity (Mowen, 1999). In summary, job
resourcefulness is a personality trait that reflects on the internal motivation that drives the
performance of the employees to achieve job-related goals over time with scarce resources (Licata et
al., 2003). Since its introduction, a growing stream of research has focused on job resourcefulness in
different front-line employee settings such as call centers, banking, food services, health care, and
personal selling (Ashill et al., 2009; Harris et al., 2006, 2013; Rod and Ashill, 2009). These studies
have consistently identified the positive effect of job resourcefulness on the employee’s job outcomes
such as job performance, job satisfaction, and lower turnover intentions. Therefore, consistent with
these studies, it is expected that job resourcefulness has a positive effect on the CS employee’s job
outcomes, job satisfaction and performance.
The question addressed here is the extent to which this effect might be mediated by the intervening
mechanisms of commitment to service quality and CS skill proficiency. From the hierarchical model
perspective, it is expected that surface level traits mediate the effects of more general level traits.
Licata et al. (2003) and Harris et al. (2006) found that job resourcefulness has a positive effect on the
employee’s customer orientation. Moreover, customer orientation fully mediates the effect of job
resourcefulness on self-rated job performance, and job satisfaction and intention to leave,
respectively. Dias et al. (2016) found job resourcefulness along with effective leadership and
emotional commitment positively influenced individual performance of employees. In a study of
employees in the hospitality industry by Afsheen et al. (2018), employees that were provided with
internal resources and support were shown to be more committed and satisfied with their jobs and
showed a higher degree of customer orientation. Semedo, et al. (2016) reported a positive
relationship between leadership, commitment and job resourcefulness, and employee performance.
Consistent with these findings, it is suggested that job resourcefulness has a positive effect on the
employee’s commitment to CS quality, which is a more specific concept than the broader concept of
customer orientation. In addition, it is expected that employees with greater job resourcefulness will
be able to learn the skills of the trade faster and adapt better to the job conditions, therefore
displaying higher levels of CS skill proficiency. The hypotheses are stated as follows:
H1. Employee’s job resourcefulness has a positive effect on the employee’s commitment to service
quality
H2. Employee’s job resourcefulness has a positive effect on the employee’s CS skill proficiency
Organizational Resource Support: Employee Development and Rewards
The quality of service provided by employees is influenced by organizational and managerial
commitment and behavior as well as organizational employee development practices (Bowen et al.,
1999; Elmadag, et al., 2008). Employee development and reward practices are important components
of customer service quality (Elmadag, et al., 2008; Schneider and Bowen, 1993). These practices help
employees by providing skills, resources, and motivation so they can deliver high quality customer
service. Management’s developmental practices are likely to produce a sense of empowerment among
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employees which generates customer-oriented behaviors (Peccei and Rosenthal, 2001). Dahr (2015)
found that training improved employee performance and service quality; furthermore, employee
commitment was a mediating factor enhancing service quality and customer satisfaction. A study of
front line employees in the banking industry by Zeglat et al. (2014) showed that organization
support, including communications, training and knowledge and skills as well as individual factors
such as competence and self-determination positively impacted employees’ customer service
orientation. In a survey of managers of front-line customer-contact employees representing hotel
properties as well as a private, four-year university (Wells, 2013), found that positive workplace
climate, hiring qualifications, service training, job satisfaction, and reward/recognition programs
produce employees that are better prepared and more motivated to carry out the responsibilities of
their critical front-line service role, thus leading to customer satisfaction. In another study of front
line employees in the banking industry by Ajmal et al. (2015), both extrinsic and intrinsic rewards
positively influenced employees’ attitude and customer orientation.
Formal training is the process of developing the knowledge, skills, and abilities of employees that are
critical to customer service job performance (Elmadag, et al., 2008; Swanson and Holton, 2001). A
firm will train its employees by providing them with the knowledge, skills and abilities required for
their job. Employees who do not possess the requisite job and interpersonal skills fail in providing
high quality service and dealing with customer complaints (Bettencourt and Gwinner, 1996; Sun, et
al., 2012). Training also helps reinforce the values and culture of the organization and communicates
the organization’s commitment to employees (Elmadag et al., 2008). Schneider and Bowen (1993)
have shown that formal training helps improve the quality of customer service. Formal training
helps create greater consistency and reliability in the customer service provided by the CS
employees. Formal training programs for new CS employees have also been shown to increase CS
efficiency and productivity (Bishop, 1990).
Coaching is a method that has similar objectives to training but it accomplishes those objectives in a
less formal manner (Elmadag et al., 2008). Coaching is the one-on-one support that employees
receive from supervisors and other employees to help improve employees’ knowledge, skills, and jobrelated performance (Orth et al., 1987). According to Elmadag et al. (2008, p. 97), “coaches provide
subordinates with demonstrations on how to do things well and opportunities to practice new
behaviors; coaches offer regular, constructive, and meaningful feedback that is designed to get the
most out of employees by showing them that they are respected and valued.” Such informal training
has a positive relationship with increased performance and productivity (Liu and Batt, 2007).
Training and coaching provided by managers reduce the level of ambiguity that customer service
employees experience (Iyer and Johlke, 2015) and they positively affect employee job satisfaction
(González and Garazo, 2006).
The reward system used by an organization also has an impact on CS quality. Properly aligned
rewards influence the behaviors, actions, and accomplishments of employees which help
organizations achieve their goals and objectives (Elmadag et al., 2008). Rewarding service employees
in a timely fashion supports and encourages them to be more committed to providing high quality
service (George and Gronroos, 1989) and customer service performance incentives help mold
employee behavior by recognizing high quality customer service (Schneider and Bowen, 1993).
Based on prior research and consistent with Elmadag et al.’s model (2008) which was replicated and
expanded by Sun et al. (2012), this research proposes that customer service training, coaching and
rewarding have a positive effect on increasing employee’s commitment to CS quality and the
building of employee’s CS skill proficiency:
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H3. Employees’ commitment to service quality is positively impacted by (a) CS training;
(b) supervisor coaching; and (c) CS rewarding
H4. Employees’ CS skill proficiency is positively impacted by (a) CS training; (b) supervisor coaching;
and (c) CS rewarding
Interaction Effects between Job Resourcefulness and Organizational Resource Support
The existing literature supports how critical it is for firms to hire the right employees and train them
well for CS positions. Hiring the right employees plays a significant role in the ability of a firm to
interact and respond to customer feedback and maintain loyal and satisfied customers. Firms need
to hire the right type of employees and to train them in the right way. Research has shown that the
impact of human resources development practices and managerial interventions on the front-line
employees is likely to vary depending on different contingent factors, such as the relative congruency
between perceptions of managers and employees (Elmadag et al., 2008; Peccei and Rosenthal, 2001;
Sun et al., 2012). However, the potential interactive effects between the traits of individual
employees and the type of organizational resource support that are most effective in driving CS
employee performance have not been previously addressed in the literature.
Research shows that employees who exhibit a positive attitude and can establish rapport and
empathize with others, are more likely to do well as customer contact personnel ( Dougherty and
Murthy, 2009; Kiger, 2002). Liao and Chuang (2004) suggest that proper human resource practices,
including hiring employees with the right personality and customer service training of these
employees play an important role in influencing service performance and customer satisfaction.
Feuer (2000) suggests that firms need to make sure they hire the right people for the job and do so
for the right reasons. Jeffcoat (2002) emphasizes the importance of hiring individuals who have a
positive attitude and can establish rapport and empathize with customers. He states that employees
can be trained for the right skills but they must possess the right attitude at the time of hire.
Karatepe and Aga (2012) found job-resourceful employees had the ability to perform customer
service tasks even if organizational resources such as training programs were limited. Sturdy (2000)
supports the importance of employee service training and the benefits of using an interactive process
to impart a customer service culture among these employees. Customer service positions require
unique skills, including technical knowledge, a knack for details, and great communication skills. It
is important to hire the right customer service employees and provide quality training to yield top
notch customer service employees (Burand, 2004). A study by Tsaur and Lin (2004) of the tourist
hotels in Taiwan showed that boundary employees’ training and development were the most
important human resource management practices that improved service behavior and facilitated
higher levels of service quality. Peccei and Rosenthal (1997b) found a significant relationship
between employee knowledge and competence, and employee commitment to customer service.
This literature review provides support that the organization’s employee development (training and
coaching) and employee reward activities should have a greater effect when applied to the “right”
employees hired for CS positions in determining positive job outcomes. It is logical to assume that
the right kind of employees for CS positions display higher levels of job resourcefulness. These
employees would be more adaptable and inventive in overcoming obstacles and display higher levels
of personal initiative when encountering non-routine customer problems. One would expect a
positive interactive effect between job resourcefulness and CS training, coaching, and rewarding.
However, there may be caveats in this way of thinking. Highly creative, independent thinking and
self-driven individuals are usually hampered by too much external guidance. High performing
students often rebel against strict rules of performance and prefer to pursue their own ways. Also,
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such individuals are more intrinsically motivated by feelings of self-worth and accomplishments than
extrinsically motivated by standard reward systems. Highly resourceful employees find ways to
“beat the system” in pursuit of job related goals. While in CS positions this is often a positive thing,
it could lead to negative outcomes, when, with all good intentions, rules may be broken resulting in
unexpected consequences. While some negative interactive effects may be expected, this research
hypothesizes positive interactive effects to be empirically tested as follows:
H5. Job resourcefulness positively moderates the effects of (a) CS training; (b) supervisor
coaching; and (c) CS rewarding on the employees’ commitment to service quality
H6. Job resourcefulness positively moderates the effects of (a) CS training; (b) supervisor
coaching; and (c) CS rewarding on the employee’s CS skill proficiency
Job Outcomes
The job outcomes included in this study are the CS employee’s job satisfaction, as an affective
outcome and job performance, as a behavioral outcome. In service industry studies, job satisfaction is
often associated with employees’ customer-oriented attitudes and behaviors. It is said that
employees who are happy in their work tend to be more helpful and considerate toward customers
(Geralis and Terziovski, 2003; Hartline and Ferrell, 1996). Accordingly, it is possible that job
satisfaction drives commitment to service quality, or in any case, the two concepts would be related
(Clark et al., 2009), though more studies approach job satisfaction as the ultimate outcome (Donavan
et al., 2004; González and Garazo, 2006; Iyer and Johlke, 2015; Karatepe and Aga, 2012). For
employees with a high level of commitment to service quality, providing high-quality service to
customers is a source of intrinsic satisfaction and hence it results in higher job satisfaction as an end
goal (Sun et al., 2012). Furthermore, it is expected that employees who have acquired higher levels of
proficiency in the required CS skill set will be more satisfied with their jobs as they would feel lower
levels of stress and more efficacy in the performance of customer service (Harris et al., 2006).
Similarly, it is expected that job performance is positively impacted by both commitment to service
quality and CS skill proficiency. Job performance is defined as a behavior concerned with an
organization’s objectives (Borman and Motowidlo, 1997). Commitment to service quality is more than
a general positive attitude toward the customer, it is a focus on continuous improvement and
therefore a central aspect of job performance (Peccei and Rosenthal, 1997). The existence of a
positive link between commitment to service quality and job performance has received significant
support (Ellinger et al., 2013; Elmadag et al., 2008; Sun et al., 2012). In addition, it is expected that
employees with higher levels of CS skill proficiency will enjoy higher levels of job performance as
suggested by Licata et al. (2003) and Harris et al. (2013). Therefore, it is proposed that:
H7. Employees’ commitment to customer service quality has a positive effect on their (a) job
satisfaction and (b) job performance
H8. Employees’ customer service skill proficiency has a positive effect on their (a) job satisfaction
and (b) job performance
METHODOLOGY
Research Context and Data Collection
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The study involved a survey of student employees that worked for the campus recreation department
for a university in the Rocky Mountain West. Although this facility is on a college campus, it
operates very much like health clubs and fitness centers in the private sector. Several CS
researchers have previously utilized health clubs and fitness centers as the settings for their studies
(Afthinos et al., 2005; Alexandris et al., 2004; Bodet, 2008; Guenzi and Pelloni, 2004; Kelley and
Davis, 1994). The recreation department has an overall director, four associate directors, and eight
assistant directors that are full-time staff employees. The eight functional areas are operations and
marketing, intramurals and camps, fitness, outdoor programs, maintenance, facilities, aquatics and
safety, and golf course operations. Most of the customer-facing workers in these eight areas are
student employees. There are 140 students working in this capacity. The student workers
participate in departmental training sessions at the beginning of each semester. These training
sessions involve all student workers and professional staff. The goal of these sessions is to stress the
mission of the organization and how important each position/job role is in fulfilling the mission. They
also cover departmental emergency action plans, rules, policies, and regulations. Each of the four
associate directors and eight assistant directors provide in-service training and coaching on the
specific job duties in their functional areas. This organization provides an appropriate context for the
study of customer service employees’ skills and motivations. Few empirical studies on customer
service have been conducted in this context in a university setting. For an exception, see Fine et al.
(2016), who examined the value-added benefits of on-campus recreational facilities to university
services and found that increasing CS skills of employees through training leads to more satisfied
customers in the university community.
The campus recreation management provided the contact information for the 140 student employees
whose primary job tasks focused on customer service. These employees were emailed a link to an
online survey and were encouraged to participate by offering them the opportunity to enter into a
drawing for $75, $50, and $25 gift certificates to local sporting goods stores. The students received
three reminders to encourage participation, and 122 survey submissions were received. Twenty-four
submissions were deemed unusable due to extensive missing data or obvious lack of commitment to
filling out the questionnaire. This resulted in a final sample of 98 subjects for a response rate of 70%.
The demographic characteristics of the sample were: 46.8% male, average age of 22.6 years, 83.7%
single, with 75.3% being sophomores, juniors, or seniors. The participants reported that 88.7% of
them worked 20 hours per week or less, 83.2% of the participants reported taking 12 credits or more
per semester and 53.6% reported that they studied 6-15 hours per week. The average self-reported
GPA was 3.38 (out of 4.0 possible) which suggests that the overall sample included individuals with
a relatively high level of commitment to their academic studies while working part time.
Measures
With the exception of the customer service skill inventory, the construct measures have all been
developed and validated in previous research studies. Table 1 reports the construct measures used in
the survey instrument along with the Confirmatory Factor Analysis performed to validate the scales.
All items are measured on 7-point scales (with 1 being the low end and 7 being the high end). Given
the small sample, the scales were checked for convergent validity in three separate models, one for
the four independent variables, the second for the constructs of commitment to service quality and
CS skill proficiency and the third for the dependent variables. Table 2 reports the descriptive
statistics and the Cronbach reliability coefficients for the eight measures.
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Table 1
Construct Scales and Convergent Validity
Concept

Scale Items

Factor
Load

Literature
References

RES1-I am very clever and enterprising in doing
my job.
RES2-I am a very resourceful person in finding
ways to do my job.
RES3-I pride myself on being able to make
things happen in the face of scarcity.
RES4-On the job, I am inventive in overcoming
barriers.

.811

(Licata et al.,
2003)

CST1-Receive extensive formal customer service
training before coming into contact with
customers.
CST2-Receive ongoing formal training on how to
serve customers better.
CST3-Are formally trained to deal with customer
complaints.
CST4-Receive ongoing formal training on
resolving customer problems.
CST5-Receive ongoing formal training on our
company’s services.
SCO1-Sets expectations with me and
communicates the importance of those
expectations relative to the broader goals of the
company.
SCO2-Encourages me to broaden my
perspectives by helping me to see the big picture.
SCO3-Provides me with constructive feedback.
SCO4-Solicits feedback from me to ensure that
his or her interactions are helpful to me.
SCO5-Asks questions rather than provides
solutions to help me think through issues.
RCS1-For improving the level of customer
service I offer customers.
RCS2-Based on customer evaluations of service.
RCS3-For serving customers well.
RCS4-For dealing effectively with customer
problems.
RCS5-For satisfying customers.

.853

CFA Model 1: Independent Variables
Model Fit: χ2=301.1, χ2/df=2, CFI=.92; RMSEA=0.09
Job
Resourcefulnes
s (RES)

CS Training
(CST)

Supervisor
Coaching
(SCO)

Rewarding
(RSC)

.918
.742
.873

.810

(Black et al., 1999)
(Swanson and
Holton, 2001)

.940
.962
.903
.711

(Ellinger et al.,
2003;
Orth et al., 1987)

.876
.919
.926
.850
.867
.862
.980
.932

(Murray and
Schlachter, 1990)

.964

CFA Model 2: Mediating Variables
Model Fit: χ2=64.7, χ2/df=1.9, CFI=.93; RMSEA=0.09
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Commitment
to Service
Quality (CSQ)

Skill
Proficiency
(SP)

CSQ1-I feel strongly about improving the service
my company provides to its customers.
CSQ2-I gain a sense of personal accomplishment in
providing quality services to customers.
CSQ3-I am willing to put in a great deal of effort to
help my company deliver high-quality service to
our customers.
CSQ4-I really care about the quality of my
company’s services.

.814

SP1- skill proficiency in handling customer
complaints.
SP2- skill proficiency in dispensing information.
SP3- skill proficiency in remembering information.
SP4-skill proficiency in providing customers with
service.
SP5- skill proficiency in determining a problem.
SP6- skill proficiency in finding a solution to a
problem.

.685

.903
.942

(Hartline and
Ferrell, 1996)
(Elmadag et al.,
2008)

.762

.633
.649
.712
.508
.515

Based on
interviews with
managers and
(Allworth and
Hesketh, 2000;
(Luk et al., 2013;
Wu et al. 2015)

CFA Model 3: Dependent Variables
Model Fit: χ2=115.6, χ2/df=3.6, CFI=.88; RMSEA=0.11
Self-report
Job
Performance
(JP)

JP-1
JP1-2 I am knowledgeable about my company’s
services.
JP1-4 I am good at my job.
JP-2
JP2-1 I manage my work time effectively.
JP2-3 I know what my customers expect.
JP2-5 I satisfy my customers’ service expectations.

.823
.835

Job
Satisfaction
(JSAT)

JSAT1-I feel fairly well satisfied with my present
job.
JSAT2-I find real enjoyment in my work.
JSAT3-All in all, I am satisfied with my job.
JSAT4-In general, I like working here.
JSAT5-I am generally satisfied with the kind of
work I do in this job.

.904

.823
.843
.751
.873
.871

.812
.962
.785
.759

(Babin and Boles,
1996; 2002;
Elmadag et al.,
2008)

(Agho et al.,1992;
Elmadag et al.,
2008)
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Table 2
Descriptive Statistics and Correlations (a)
1
2
3
4
5
1.Employee Job Resourcefulness
.90
2.CS Training
.27**
.96
*
3.Supervisor Coaching
.23
.54**
.93
*
4.CS Rewarding
.26
.62**
.67**
.97
**
**
5.Commitment to CS Quality
.43
.34
.29**
.23
.92
6.CS Skill Proficiency
.27*
.35**
.14
.11
.39**
**
**
**
**
7.Job Satisfaction
.50
.42
.57
.50
.60**
8.Job Performance
.56**
.36**
.38**
.17
.63**
Mean(b)
5.37
4.60
5.04
4.42 5.78
Std Dev.
1.06
1.41
1.33
1.50 1.01
(a) Italic numbers on diagonal represent Cronbach reliability coefficient alpha
(b) 7-point scale with 1=low end, 7=high end
* Significant at p<0.05; ** significant at p<0.01 (two-tailed)

6

7

8

.78
.32**
.45**
5.75
.68

.93
.62**
5.39
1.26

.86
6.06
.84

Job Resourcefulness (Licata et al., 2003) consisted of four items. Customer Service Training (Black et
al., 1999; Elmadag et al., 2008) was measured with five items. Supervisor Coaching is a shortened
five-item scale borrowed from Ellinger et al. (2003) which was also used by Elmadag et al. (2008),
and Customer Service Rewarding is a five-item scale developed by Murray and Schlachter (1990) and
used in Elmadag et al. (2008). The first CFA model confirms all these four construct measures have
strong convergent validity and reliability. The model fit indices indicate an adequate fit, given the
sample size, with high factor loadings (above 0.7), average variance extracted above 0.5 (and
exceeding the square of the interfactor correlations) and composite reliabilities above 0.6 for each
measure (Fornell and Larcker, 1981). In addition, all four constructs have Cronbach reliability
coefficients above 0.9.
Employee Commitment to Service Quality was measured with the final four-item scale used by
Elmadag et al. (2008) and Hartline and Ferrell (1996) while the measure for Customer Service Skill
Proficiency was developed for this study. In order to develop an appropriate inventory of items for
this measure the researchers first reviewed the literature for previous customer service skill
inventories (Alge et al., 2002; Allworth and Hesketh, 2000; Luk et al., 2013; Martin and Fraser,
2002; Wu et al., 2015). Examples of scales from past research are the Martin and Fraser (2002)
Customer Service Skills Inventory (CSSI), the Kuk and Layton (2004) 12-item service skills, and Wu
et al. (2015) interpersonal competencies and professional competencies. Further, the researchers
conducted interviews with managers and employees in the recreational center in order to identify the
most relevant types of skills that employees needed to acquire to provide effective service. The
resulting Customer Service Skill Proficiency measure consists of a six-item scale that measures the
extent to which employees achieved proficiency (i.e., level of ability) in the following areas of
customer service: providing customers with effective service, determining a problem, finding a
solution to a problem, customer complaint handling, dispensing information, and remembering
information. Determining a problem and providing customers with effective service map well to the
Wu et al. (2015) factor of interpersonal competencies. Finding solutions, complaint handling,
dispensing information, remembering information, and determining problems map to the Wu et al.
(2015) factor for professional competencies. The CFA model reported in Table 1 displays strong fit
indices. With the exception of two items with marginal factor loadings of 0.51 in the CS skill
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proficiency scale, all other indicators suggest adequate convergent validity and reliability. Cronbach
alpha is 0.92 for commitment to service quality and 0.78 for skill proficiency.
Job Performance was measured with the widely used five-item self-reported performance scale by
Babin and Boles (1996) and Job Satisfaction with the commonly used five-item global satisfaction
measure (Dubinsky et al., 1986; Elmadag et al., 2008). Interestingly in this study, the job
performance measure split in two higher-order factors as shown in Table 1. The overall CFA fit
indices are marginal but all other indicators are well above the typical thresholds with factor
loadings above 0.7, AVG above 0.5, composite reliability above 0.6 and Cronbach alpha above 0.8.
The personality trait literature has many different measures that are outlined in the introduction
section. This research operationalized job resourcefulness as the one internal employee characteristic
to test its interaction effect with organizational support on job performance and satisfaction. The
other variables not included in the study are addressed in the limitations section.
Data Analysis Procedures
In order to test the hypotheses, the data were analyzed with multiple regression using the SPSS
statistical software. For each construct, an aggregate score was computed by averaging the scale
items. The hypothesized moderator effects were tested with a hierarchical regression procedure
proposed by Cohen and Cohen (1983) which requires the inclusion of the independent variables,
followed by the interaction terms. In order to reduce the multicollinearity between the variables and
their corresponding interaction terms, all independent variables have been mean-centered, i.e. the
average score has been subtracted from the value of the variable, and then multiplied in order to
create the interaction terms. In addition, the main effects model was compared with the interaction
model to make sure that the change in F and associated change in R-squared were statistically
significant. The results are reported in Tables 3 and 4. In order to interpret the significant
interaction terms, this analysis was followed by the simple slope analysis described in Jaccard et al.
(1990) which consists of computing the slopes one standard deviation above and below the mean of
the moderating variable. The results are reported in Figure 2.
Further, in order to test the effects of commitment to service quality and skill proficiency on the job
outcomes, these two variables were added in the regression model after first accounting for the
effects of the four independent variables (Model 1 in Tables 5 and 6). Therefore, it was possible to
measure the added explanatory power (change in F and R-squared compared to Model 1) of the two
mediating variables after controlling for the direct effects of the independent variables in Model 2.
RESULTS
This section reports the findings based on the statistical analyses performed. Tables 3 and 4 below
report on the resulting interaction models used to test hypotheses 1 through 6.
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Table 3
Employee Commitment to Customer Service Quality

H1 Employee Job Resourcefulness (RES)
H3a Customer Service Training (CST)
H3b Supervisor Coaching (SCO)
H3c Customer Service Rewarding (RSC)
H5a RES * CST
H5b RES * SCO
H5c RES * RSC
R square
Model F (p-value)

Standardized
coefficient
.40
.33
.06
-.17
.13
-.36
.27

t-value
4.02
2.56
.47
-1.14
.95
-2.58
1.63
.322
5.29 (.000)

p-value
.00
.01
n.s.
n.s.
n.s.
.012
.10

Table 4
Employee Customer Service Skill Proficiency

H2 Employee Job Resourcefulness (RES)
H4a Customer Service Training (CST)
H4b Supervisor Coaching (SCO)
H4c Customer Service Rewarding (RSC)
H6a RES * CST
H6b RES * SCO
H6c RES * RSC
R square
Model F (p-value)

Standardized
coefficient
.26
.45
-.15
-.12
.31
-.33
.05

t-value
2.33
3.38
-1.04
-.79
2.30
-2.23
.25
.265
3.86 (.000)

p-value
.02
.01
n.s.
n.s.
.03
.03
n.s.
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Figure 2
Interaction Effects

As hypothesized, job resourcefulness has a strong positive effect on both employee commitment to
service quality and CS skill proficiency (H1 and H2 supported, p<.05). Concerning the effects of the
organizational resource support, CS training has a significant positive effect on both employee
commitment to service quality and CS skill proficiency (H3a and H4a supported, p=.01) while the
other two forms of support, supervisor coaching and CS rewarding, did not have such positive effects
(H3b,c and H4b,c were not supported). The real effects of independent variables in models that
involve significant interaction factors, however, are more complicated to interpret. Therefore, simple
slope analysis was employed to show the actual effects the different forms of organizational resource
support had on the employees’ motivation and ability to provide customer service. Figure 2 shows
these effects for each statistically significant interaction factor identified in tables 3 and 4. As
recommended by Jaccard et al. (1990), the linear relationships between each independent and
dependent variable involved in a significant interaction were plotted for high levels, one standard
deviation above the mean, and low levels, one standard deviation below the mean, of the moderator
and the independent variables. By utilizing the unstandardized regression coefficient b, the
beginning and end coordinates of the lines depicted in Figure 2 represent actual values of the
dependent variable, measured on a scale from one to seven, at one standard deviation above and
below the mean level of the independent variable.
In determining the employee’s commitment to service quality, job resourcefulness did not interact
with CS training (H5a not supported), but interacted negatively with supervisor coaching (H5b
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refuted) and positively with CS rewarding (H5c supported). It is interesting to see that employees
characterized by relatively high levels of job resourcefulness did not benefit from receiving
supervisor coaching or being rewarded for good customer service. There seems to be a negative
impact at high levels of supervisor coaching, which actually reduces the employee’s commitment to
service quality. However, employees with low job resourcefulness benefited greatly from supervisor
coaching; for these employees, supervisor coaching has indeed a significant positive impact on
commitment to service quality. Interestingly employees with low job resourcefulness responded
negatively to CS rewarding by displaying a lower level of commitment to service quality while
employees with high levels of job resourcefulness did not respond to rewards. While a definite
explanation of such results may be somewhat speculative, one plausible explanation could be that
the reward level was not considered high enough to motivate employees with low job resourcefulness
and was ignored by those with high levels of job resourcefulness. In what concerns the development
of employees’ CS skill proficiency, job resourcefulness interacted in a positive way with CS training:
employees with higher levels of job resourcefulness responded to CS training by developing higher
levels of CS skill proficiency (H6a supported, p<.05). However, the interaction with supervisor
coaching showed unexpected effects. For low job resourcefulness employees, supervisor coaching had
very little positive effect on building CS skill proficiency; worse, employees with high levels of job
resourcefulness actually responded negatively to supervisor coaching, by displaying lower levels of
CS
skill
proficiency
(H6b
refuted).
Table 5
Employee Job Satisfaction
Model 1
Std. coeff
t-value
.39
4.46**
-.02
-.15
.38
3.43**
.15
1.23

Employee Job Resourcefulness (RES)
Customer Service Training (CST)
Supervisor Coaching (SCO)
Customer Service Rewarding (RSC)
H7a Commitment to CS Quality
H8a Customer Service Skill Proficiency
R square
.503
Model F (p-value)
18.73 (.000)
* Significant at p<0.05; ** significant at p<0.01 (two-tailed)

Model 2
Std. coeff
t-value
.27
3.36**
-.16
-1.57
.27
2.71**
.21
2.05*
.40
4.48**
.08
.95
.630
20.41 (.000)

Tables 5 and 6 report the results of the regression models on job satisfaction and performance. In
order to account for the explanatory power of the independent variables, in Model 1 the job outcomes
were regressed against job resourcefulness and the organizational resource support variables. In
Model 2, employee commitment to service quality and CS skill proficiency were added, after
controlling for the four independent variables. For both job outcomes, Model 2 showed significantly
improved explanatory power. As predicted, employee commitment to service quality had a significant
positive impact on job satisfaction and performance (both H7a and b were supported, p<.01). CS skill
proficiency had a significant positive effect on job performance (H8b supported, p<.05) but not job
satisfaction (H8a not supported).
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Table 6
Employee Job Performance
Model 1
Std. coeff
t-value
.54
5.71**
.17
1.53
.28
2.36*
-.29
-2.33*

Employee Job Resourcefulness (RES)
Customer Service Training (CST)
Supervisor Coaching (SCO)
Customer Service Rewarding (RSC)
H7b Commitment to CS Quality
H8b Customer Service Skill Proficiency
R square
.431
Model F (p-value)
14.21 (.000)
* Significant at p<0.05; ** significant at p<0.01 (two-tailed)

Model 2
Std. coeff
t-value
.37
4.80**
-.02
-.22
.19
1.96
-.19
-1.91
.46
5.61**
.20
2.53*
.656
23.21 (.000)

CONTRIBUTIONS AND IMPLICATIONS FOR MARKETING PRACTITIONERS
This paper contributes to the understanding of the factors that drive service employees’ performance
in delivering high quality customer service. The study focuses on identifying the ways in which the
effects of student service employees’ internal resources and the external support provided by the
campus recreation organization impact the student employees’ job outcomes. Specifically, this
research contributes to the literature by investigating the ways in which the research stream on job
resourcefulness (Licata et al., 2003; Harris et al., 2006, 2013) complements the research on
employees’ commitment to service quality (Ellinger et al., 2013; Elmadag et al., 2008; Sun et al.,
2012) in determining CS employees’ job outcomes. For marketing practitioners, it is paramount to
hire front-line customer service employees who are resourceful and have the motivation, training
and support to deliver quality customer service. Human resources plays a key role in hiring the right
employees, but the impact is on marketing and ensuring greater customer service and satisfaction.
A major contribution of this paper is the investigation of the interactive effects of job resourcefulness
with organizational resource support in determining employee’s commitment to service quality and
the employee’s ability to perform the service as conceptualized by CS skill proficiency. This construct
was measured with a new scale developed for this study. The results of the tested hypotheses
indicate that student employee’s job resourcefulness is the most important factor that positively
determines the student employee’s attitudes and abilities to provide high quality customer service
(as expressed by commitment to service quality and CS skill proficiency). Job resourcefulness also
has a strong direct impact on the student employee’s job outcomes, performance and satisfaction,
separate from the effects of the intervening attitude and ability constructs. These findings are in line
with previous research and underline the importance of hiring the employees with the right qualities
for CS positions (Karatepe and Aga, 2012; Popli and Rizvi, 2015; Licata et al., 2003; Siguaw et al.,
1994). Especially in the current environment in which businesses and universities are under
continuous pressure to do more with less, it is critical for managers to identify and hire employees
with high levels of job resourcefulness, a conclusion that echoes Licata et al. (2003) and Harris et al.
(2006) call for more managerial attention to this factor in hiring and selecting employees.
In comparison to the consistent positive effects of job resourcefulness, the effects of the
organizational resource support factors seem to be mixed. Formal training displays a strong positive
main effect on both the employee’s attitude and ability, i.e., commitment to service quality and CS
skill proficiency. Informal supervisor coaching and the provision of rewards for customer service
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have effects contingent upon the employee’s level of job resourcefulness. Employees with low levels of
job resourcefulness seem to benefit significantly more from supervisor coaching both in terms of
heightened commitment to service quality and CS skill proficiency. Employees with high levels of job
resourcefulness have a detrimental effect with increased supervisor coaching, almost as if coaching
gets in the way of the employees doing their job. Hence, it is advised that managerial intervention
through informal coaching be targeted to the student employees with low job resourcefulness, as
creative, independent thinking and self-driven individuals may be hampered by too much external
guidance. High performing student service employees may feel constrained by too much guidance
and prefer to pursue their own ways. Highly resourceful employees find ways to “beat the system” in
pursuit of job related goals (Stan et al., 2012). While in CS positions this is often a positive thing, it
could lead to negative outcomes, when with all good intentions, rules may be broken resulting in
unexpected consequences. Interestingly as opposed to coaching, the provision of formal training
seems to benefit student employees with high job resourcefulness significantly more than the low
resourcefulness ones in the development of CS skill proficiency. Therefore, an important managerial
implication resulting from this study is to provide formal training to all student employees but to
provide additional informal support through supervisor coaching especially to those student
employees who display low levels of job resourcefulness. Evidently, the ideal human resource
practice would be to hire the right type of employees (high job resourcefulness) and provide them
with the right type of formal training in order to develop their ability and commitment to providing
high quality customer service. One more important observation here is that supervisor coaching,
while debatable for job performance, does have a direct positive effect on student employees’ job
satisfaction. Therefore, the right managerial question might be not how much coaching but what
kind of coaching to provide to student employees.
Further, the results of this study suggest that while providing rewards for customer service to
student employees increases their job satisfaction (note the significant effect, all else being accounted
for, in Table 5), it does not increase their ability and motivation to improve customer service or their
overall job performance. These results should be viewed with some caution. For example, in this
study’s settings, the ability of the campus recreation organization to reward student employees may
be limited financially. Furthermore, the student employees have a limited commitment to their job
since they primarily consider themselves as students and place their priorities accordingly.
Additional research in settings where customer service employees are full-time employees may
provide for different results. However, there are a variety of settings where employees are working
part time, have low commitment with limited ability on the part of employers to provide them with
substantially greater rewards. Ample examples can be found in part-time retail and fast food
industry jobs. A certain level of extrinsic CS rewards is of course necessary, however, managers in
organizations with budget constraints as in university settings, should consider other forms of
organizational support, such as training and coaching.
LIMITATIONS AND FUTURE RESEARCH
There are several limitations of this study and opportunities for future research. First, this
exploratory study was with student employees working for a campus recreation department. This
limits the generalizability of the findings to campus settings that employ student workers, which
includes campus recreation facilities, student services, campus cooperatives, and other university
departments that employ student workers. It is recommended that further replications of this type of
study examine different populations and settings for their research to help determine the extent of
generalizability of current findings. One area where the authors suspect different findings could
emerge is the reward structure in place for motivating the employees both pecuniary and
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nonmonetary. With more significant level of rewards typical of many business organizations, more
positive results between employee rewards and employee motivation is expected.
This study used the job resourcefulness as a construct based on prior research. This internal
employee characteristic was tested for its interactive effect with organizational support on employee
job performance and satisfaction. There are other variables that could potentially impact employee
performance and research on human personality is quite varied and extensive. Although not
including or controlling for additional variables limits the generalizability of findings, there is not
any a-priory evidence that they would bias this study’s findings in a systematic way. It is likely that
their impact would be randomized across the survey sample. Short of an experiment, it would be
difficult to control for such additional variables. Age and gender were accounted for and their impact
was not significant in the model. Future research should look at variables not included in this study
and use experimental methods to control for additional variables.
Another limitation of this research is that it relied solely on self-reported measures. While such
empirical methods are common in customer service research, it is necessary to recognize the
potential bias created by the common method variance. Future research that utilizes measures taken
from multiple sources, such as supervisors and customers, along with objective job performance
information from the organization’s records is strongly recommended. Multiple data sources would
provide deeper understanding of the interactive effects between the internal employee resources and
the external organizational support. Furthermore, it is important to address in future studies the
negative effects of the supervisor coaching for employees with high levels of job resourcefulness
found in this study. This finding is consistent with the effects observed by Stan et al (2012) in their
study of remote salespeople, which found that salespeople with high levels of customer orientation
tended to perform better under conditions of low organizational support than under conditions of
high organizational support. Also, among the relatively higher performing group, salespeople with
higher levels of psychological empowerment tended to perform better under conditions of low
instrumental support provided by the organization. Hence, with this being a second study to observe
negative interferences, more research is needed to identify specific organizational support and
employee development activities that are detrimental to the development of those employees. High
job resourcefulness employees may be naturally more gifted intellectually and personality wise to
deal with the complexities of the boundary spanning roles of personal selling and CS jobs.
This study used a newly created scale to measure employees CS skill proficiency. The addition of this
construct and its measurement is a contribution. Future studies should explore the ways in which
employees’ ability to provide customer service, as captured by CS skill proficiency, complement their
attitude, conceptualized as commitment to service quality, in determining employee’s performance
and other job outcomes. As a final note, this research adds more insight into university campus
facility services, a CS environment that needs more attention. The study by Fine et al. (2016) found
that the university community’s satisfaction with the recreational facilities and services was
impacted by increasing CS skills of employees through training. With thousands of educational
institutions across the country who hire student employees, there is little research examining this
CS environment to focus on how to improve CS quality and employee performance. Future research
should replicate this study in other settings with larger sample sizes involving different industries.
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